ing, and understanding among team members. If meetings are scheduled merely to pass along routine information, without exchanging ideas, the information could simply be sent to individuals to read in their offices (Hackman, 2011) .
A productive meeting can energize participants. Kerfoot (2005) wrote, "Meetings can inspire or make everyone very tired" (p. 80). Attendees want to be included in effective meetings. It is the leader 's responsibility to determine why the meeting is necessary and then set the stage for success. Meetings may lose their energy if they become routine and without purpose, or if participants do not consider meetings worthwhile, It is necessary for the leader or facilitator to ask the question, "Why meet ?" Some leaders ask participants prior to a standard meeting if there is any information that needs to be shared and discussed. If participants have nothing to discuss, the meeting is cancelled.
A short, productive meeting that allows participants to share information can increase productivity through increased efficiency. When key players are in the same meeting, they can receive information simultaneously and immediate responses to their questions about issues familiar to others in the room , rather than contact those same people later in the day (Sooknanan, 2009) .
WHAT MAKES A GOOD MEETING?
An effective meeting meets the needs of the attendees, not just the needs of the leader (Kerfoot, 2005) . Do workers come to meetings to gain new information, debate an approach to solving a specific problem, or brain storm next year's goals? Knowing the purpose of a meeting indicates who should attend and what the agenda should include.
An effective meeting begins with a solid agenda (Combes, 2011; Silberstein, 2011; Wachs, 1992) that was distributed prior to the meeting to enable participants to appropriately prepare. If participants need to read material prior to the meeting, adequate time should be allotted to enable participants' full preparation.
If an attendee is expected to report on the status of an action item , a reminder from the facilitator prior to the meeting assists the attendee to prepare and report effectively. Implicit in the agenda is a determination of who should attend the meeting and why the meeting is necessary.
Starting the meeting on time and ensuring effective technology will set the stage for a positive experience. Attendees are likely to be irritated if they arrive on time and then wait for the meeting to begin. Starting a meeting late sends a message to attendees that their time is not valuable. At one company, the conference room had one chair fewer than the number of meeting attendees, so the last person to arrive had to stand. Quickly, employees learned to arrive for the meeting prior to the start time to ensure sitting during the meeting.
Adhering to the meeting agenda, both topic and time frame, is essential to a successful meeting. If a topic takes longer than the allotted time, it should be rescheduled for discussion at a later date. If discussions lead to topics that are not included on the agenda, the new topics should be added to a future agenda or shunted to a separate meeting dedicated to the new topics. Someone in the group should take the role of agenda-keeper and remind participants when the discussion "is not germane to the agenda item." Many groups use a "parking lot" to store ideas worthy of discussion at a later date.
Adhering to ground rules, which should be agreed to by the group, keeps participants focused on the discussion and engaged in the progress of the meeting (Asselin, 2001; Silberstein, 20 II; Vestal, 20II) . It may be necessary to periodically remind attendees of the ground rules, and perhaps even suggest that they leave their smartphones in the office to avoid the temptation of reading e-mail during discussions. When conducting virtual meetings via teleconferencing, it is more difficult to ensure participants are not multitasking; occasional reminders to be engaged in the discussion may be necessary. At the least, employees should put their phones on mute if they are typing during a teleconference.
A leader or facilitator who encourages an exchange of ideas at a meeting encourages participants to attend. Stifling discussion leads individuals to wonder why they came to the meeting; the information could have been sent via e-mail instead. At times, the leader has to relay un-PROFESSIONAL PRACTICE popular mandates that "come from the top." Although whining will not change the end result, it can be beneficial to allow participants to vent for a specified period. During the discussion, someone may share a positive twist to a seemingly negative situation.
Someone should either be appointed or volunteer to take notes during the meeting so participants have a written record of what was discussed. Software packages for meeting minutes enable notes to be kept with agendas, minimizing rework. Some groups simply use spreadsheets to keep the agenda in one column, discussion points in another column, action items in a third column, and responsible party in a fourth column. Soon after the meeting, ideally within 24 hours, the meeting notes should be disseminated to all attendees as well as those included in the meeting but who were unable to attend.
Periodically, meetings should be evaluated by attendees (Asselin, 2001; Combes, 2011) . Did the meeting meet their needs? If not, what would they like to see changed? Was enough time or too much time set aside for this meeting? Should others be included in the next meeting who were not invited to this meeting? What should be done differently?
WHAT IF A MEETING GETS UGLY?
In civil society, adults are expected to adhere to behavior norms. Unfortunately, civility is not practiced universally; some individuals' skills in handling unpleasant information may not be acceptable to the group. In a meeting in which unpopular information is shared, the leader or facilitator must be aware of the nonverbal communication among participants (Hackman, 2011) . Tension may be palpable; body language changes from relaxed to strained. Participants fail to take turns when speaking, interrupting others without consideration of how their actions affect others. In such a situation, an empowered group will correct an individual's inappropriate behavior. If the inappropriate behavior continues, the offender should be released from the meeting, and the leader or facilitator should engage in a "crucial conversation" (Patterson, Grenny, Me-Millan, & Switzler, 2002) soon after the incident.
Another ugly situation occurs when the leader becomes the decider and curtails meaningful discussion (Hackman, 20 11). The decider may make belittling comments about workers who disagree with decisions made. Soon, no one is participating and everyone wants to leave the meeting. In this situation, participants do not feel valued. In a work setting, negative feelings from such meetings can translate to dissatisfaction toward all aspects of the job and the company. This situation is more difficult to remediate because workers may be intimidated by the leader. Some groups go through other channels, such as talking to other leaders or Human Resources, to seek help in changing a leader's behavior. In some companies, employee surveys may highlight dissatisfying situations. Crucial conversations can help individuals reach a mutual purpose (Patterson et al., 2002) . A frank and forthright discussion with facilitators may enlighten them and result in behavior change.
CONCLUSION
Employees who spend a significant amount of work time attending meetings may equate the quality of their work with the quality of the meetings they attend. Satisfaction with meetings is likely to result in satisfaction with the job. Meeting attendees have a responsibility to ensure that meetings meet their needs. A positive experience will result when a meeting begins on time with an appropriate agenda. Meeting facilitators should adhere to the agenda, and shunt topics to the side when they exceed the capacity of the current meeting.
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